From the Chair, Maureen Acland noted that both leadership and management by individuals are currently unfashionable; management by committee is today's mode. She indicated that the audience was in for a lively evening and we were not disappointed.
The first speaker was Miss Pam Hudson. Regional Nursing Officer.North West Thames Regional Health Authority. Her aim was to put forward ideas rather than to come to conclusions. The history of nursing is one of a series of natural leaders. but it is important not to confuse national visibility with inspiration: many people of great celebrity are not leaders of the Slim variety. On the other hand, leadership can be found at all levels of nursing; indeed it is essential that it is at all levels if we are to attain excellence within the profession as a whole. She agreed that leadership is an art, but added that people born with such skills can be made, or broken.
Management received rather more ofMiss Hudson's time. It is, she asserted. a much misused, perhaps the most abused, word. Nurses are natural managers: they manage their own learning from an early stage, the influence of the School of Nursing not being very great. (It was a little surprising to the author of this report that no one in the audience challenged this point, but no one did.) They also manage the care of patients. other nurses and their work.
The demands on nurse management can be spelt out, along business lines:
(l) Setting standards: the product must be acceptable to the client. (2) Determining a cost-effective way ofcaring for the whole client. (3) Determining the correct skill level and mix of the workforce. (4) Ensuring that the whole workforce has or will acquire necessary skills. (5) Monitoring that skills are properly used. (6) Anticipating what skills will be needed in future. year by year.
Although she was wary of putting forward one version of management for the future, Miss Hudson was firm in her emphasis on the need to look to personalities rather than the job that people are supposed to be doing. The future of health care will revolve around a strong community interest, in which leadership and management will be required in equal and dynamic proportions.
The second speaker was Dr David Feldman, Division Director (Health Services) of the Industrial Society. His talk was illustrated not by the conventional slides but by jokes, at least one of which stands repeating: when talking of inter-unit rivalries he spoke of two men in the Himalayas being chased, improbably, by a polar bear. One stopped to put on some running shoes and was assured by the other that the bear was still going to be too fast for him. 'That's all right'. was the rejoinder, 'I just need to outrun you, not the bear.'
His theme was, in a way, similar to that of the first speaker, i.e. he put forward a strong case for leadership from managers. at all levels. Change itself is inevitable. and the skills that are required are those that will see the Health Service through a period of upheaval. Leadership is more than just a good example; it involves the creation of the best possible characteristics of an organization. If staff are to look after others, we must first ensure that they are themselves looked after.
He, too, refused to put management into a subordinate, mechanical role. We need to stress the vocation of management. the skill of calling forth the gifts of others -a skill that can. when exercised properly. be both emotionally and physically draining.
Turning to leadership, he made the point that it does not rest only with qualifications, but neither is it just a matter of personality and style; we must find the appropriate principles on which to act. The training ofleaders has attracted many theories. now littering history. and it remains necessary to focus on the art of achieving behaviour change in others. At this point Dr Feldman quoted the work of John Adair who. 20 years ago. put forward ideas on action-centred leadership. Each member of the audience was given a card with ten precepts from Adair's work: they started with setting the task of the team and finished with monitoring action.
Dr Feldman concluded by wondering whether 'Director' is not the best word for the head of a unit and by agreeing with Miss Hudson that leadership is about people. not paper.
Questioners from the floor wondered about the value of risk-taking, the problems of dual accountability. the path of adversity as a way to leadership and the artificiality of the separation of leadership and management. Each was given a full airing to round off a generally constructive evening.
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